Cor Retesse 200407128 - CISPOE

o m;’)f}féf 0CT 27 1953

HEHORARIUM FORY  Aoting Leputy Uireetor (Administration)
THRG t Chisl of sdwimtstretion, Dn/p

BUBILLY ' Surviy Report of the ﬁﬁ/g@ﬁz_ 25X1A

1. PROBLEE. To re-evaluats loglstics type T/0 positions with the SR Eivisien
with a view towapd detarmining:

&. The appropriate erganizstional locetion for the neat econcmie ssd
efficient performance of sssential logistical fenctions and

b The minimun nusber of personnel estimatad Lo be required for the par~
formsnce of sunh functions.

2. FhlTB BoAKIRNG OB TG FROBLEM,

8. in the evaluation of this atudy and its findinge considerstion shouls
bs given to sertein baste Sifferences betwsen thin division and other
srea divigions,

ke The entire systex of logisticsl procedures is in the procese of ye-
view and correlstion with the *xpanded responsidiiities of ike Logie-
ties “ffige, devislons, coupled with refinonents belng made in pro-

25X1A . The Sit/kdmin, was ostablished in January 1953 snd
is . , tlens spproved Yy the C/R Livigtorn {See Tab C),
The functions, generally, sseign the duties belug carried on in the

Zestion. A number of adpinistrstive/general service/housakesping
duties are beiny porformed in addition to the specialised logietical
sctivities (See Tad ),

d. Therse ars no sprroved functions for a prototype logistical element
in an area division, Intra-divisional agsigrment of functions has
boen left, very generally, to the discrotion of responsible officers
in the individual divisions.

EXAA €. The T/0 of th is currently under revision, 7T
2 positions were SPly #athorised but additionsl positions have
been made svailable to the Sestlon. Thers apre now IlFecrle on beare 25X9

{See Tab I for positions and gredes).
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f. Current job deseriptions have been prepared for ihe positicns in the
fSection, with the exception of the steno-typist positien, ss & re-
sult of & recent Classificstion and ¥sge survey.

g« The I op<rotes in s dual gepacily decause of the
pecularities of the 3R Divieion. It serves as the etalf level logis~
tigal elssent of & headgusrters division and; %6 an extent, as the
supply element of a field station.

h, In the sbsence of specific work wiis eppliceble to the several opera-
tions perfomed in the fecvtlion, and ery record of the actusl tize
apant or each, 1% has been necessary to esisblish certain arbitrary
factors and mceept such setual counts as are availabls, with estimates
for others. “hile these factors may have no individusl significance,
they will prove Lelpful for comparative purposes ag the survey is ex-
tended {Ses Tab A).

&, The £8 l4vision i relatively smell both orgeniseticnslly end budget-
wise. Iis FP type projecie are prisarily preprietary and subsidy
operations; field operatione are almost sxeclusively comcerned with
I type projeste. It follows that meteriel requiremsnte are prec-
tically all io support of F1 operstions. The division eperated only
one smali fisld statisn. 211 cther field sctivitles are carried on
by small detachmente of 2R personnel attached to the overssas lnstel-
lations of eother ares divieions, cslled 'hosiy' divisions, for admin-
istrative support. All staffing, support snd communications with over-
sees clements mugt be Sarried on through, snd coordinstec with, the
sppropriate hoat divisfon. Prectically all sversess operations sre
wounted from hesdquarters, which plsees the division in the position
of serving, not only as s headquarters slement but, in & senss, as
& Tield supply station. This situation hee s perticular bearing on
the sctivity of the 8K _ 25X1A

b. the Wﬁfaﬁin, is stated Lo have buen established
as 8n organisations]l entity inm January 1953. The Seotion wes slle-

cstod three positions. There are st present six pecple on board.
setion is in process to adjust the 7/0 to thls figure. 48 & result
of this proposed adjustmunt, cwrrent job dssoriptione have been pre-
pared, The pesitions have been survaysd by Classificsvion and Yape
ivisdien and gredes snd titles have beon cstablished,

¢. As disoussed at length in previeus reporie, the procedures soncerning
all sspects of the Agenoy logistice and supply system are under study
in onrdor te attain a Mighter contrel and to provide sdequate coor-
dination in the preparation and procsesing of all related doocuments,
The 58 Division snd its w oan eonmply with the intenbpxia
but not the lstter, of ce 5 bacause its field opera~
tione are carried on through thost! divinicns. There fs indiostion

£

e

Approved For Release 2001/07/28 : gﬁm8-04718A001000320020-5

Secunty Inférmalion



Approved For Release 2001/07/28 : THA-REP78-04718A001000320020-5

d.

L

f.

g

S ity Informafion

at this time that certaln impending procedurs and reguletion re-
wisions will have an affect on the workloasd of the Sestion.

The & Tivision has adepted ibe ummm& nas had5X1A
the personnsl ¢f the Section clsssifief i § Lllficers'. This
is in sccord with the findings of this survey, since 1% is beiteved

that the temn 'supply’ does net accuratsly define the part played by
these olements in the overall logistics/swpply operstion. The 8K
Tivision, as discussed elsevhere in this repert, hes a small supply
operation., However, the priasry responsibility of the Tection lies
in the field of requirencnts and logisties caloulstions and compu-
tsticps; the supply astivity, necessary becanse of the peculiarities
of the area snd projests, is a secondery respomsibdility.

The Gection in oparsting under funetions get forth in & divisien
menorandun dated 8 Lotober 1952, It is belleved thet, at the comple-
tion of this survey, a prototype functianal statement will be de-
veloped which cen he ascepted, with aimor sdditiens or dsletiens, by
211 sres divisioup. It hes boem noted thet esch of the divisions sur-
veyed has much the amsme concept of the responsivilities of » supply/
mm};ﬁa section, theugh some of the functional ststesents go far
afield. _

Logistics inngxes, detailed avé priced, bave besn prepared in this
Zection for 41l of the known active projects having materiel require-
ments {approximstely forty-five). tgm are mainly PI dype and the
annexes were developsd Yy the ll vith some cooperstidfhX1A
en the part of the case officers. Thia situstion i» dlecussed slse-
where in this repert. These annexes have béen used as & basis for

the 195k budgetory calculations and will be the basis for future
Farecasts of Materlel Requirenents. |

The matter of vehicle records hue beem a sowres of some concern inm

thle survay since svidence of records éuplication hes besn apparent
in soxe sress. This 18 not partienlarly the case in this divisien,
Three problems in the sduinistration of wvebicles appear in this di~
vision os they have, to & greater or lesser degres, in all of the

éimim sarvayeds

(1) The need for sdequste procedurss for b eollection of pertisent
antt tigely Lanformation concerming velicles and the transsittal
of such information to $he Logimtics Offfce for ths offteisl
recards. ' '

Eote: Logletics Office has dﬁihzﬁ, dnd is pow clroulating for
concurrence, a prooedurs whigh is devised to provide for
the collection, recording and dissemination of vehicle
data. It may be Lioped that the installation of this pro-
cedurs will resclve this probles. ,
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{2) The ares divisions ere responsible to secure documents in evi-~
denee of Agency ownership of vehlcles furnishsd certein covert
and contract agents. There appesrs to bes no adequale means of
forcing such sgenta 4o provide these documenis, It is stated
that repeated requests go unhesded,

Note: Yhere 1s need for a firm snforcing mechanism to ssaure
that sdequate evidence of igeney ownership of all vehlcles
is immediately svailadble at an eppropriate point(s) in
this headguarters,

i3; Ae noted in the reports of divisions slready surveyed, there ia
2 need within L/ for approved standards by which to determive
the Jjustification for the purchass, replecement or disposal of
vehicles, iUnder present procedures it appesrs that such decisions
are dependent upon the pressure exerted by operating personnel.
The Logistlcs (Ifice, which has responsibility for approving re-
guests for the purchase, replacement or dlaposal of vehicles, is
entitled %o assurance that any request for such asction is besed
on & fire and approved set of schedules and standerds. Former
raports have suggested that no one set of standards could be
satislactorily epplied to all areas bLecause of the differcnces
in service, terrsin and operstional conditions., However, an
sverall Agency policy could be supported by a set of stendsrds
sppliceble to eack area divigion. Such standards would serve the
1“0? the divielon by providing s uniform and
agtiiteble hasle for evsluating sach request and would provide ithe
Logletics (ffice with assurance on which to meke final detersinstion.

“he responsibilities of the Logistics 0ffice include the mailntenance
uf the Agenty records of wehioles, sxoept those regords of swnership
of vehieles in the hands of desp cover agenis where, in some instances,
the keeplng of such records bas bsen speclfically delicgated o in-
dividual eres divislons by the Loglatiecs (ffiece.

An evalustion of the actlviiies of the Leotlion indiocstes that thay
fall into two categories, (a) those of @ specislized logistical ns-
ture, and {b) those of = purely bousskssping nature. These sctivities
are listed on Teb B. An examinstion of the Seotion indicates that

the logistical responsibilities sre recognised, thet related problens
are being ldentified snd solutions developed. UGrades have been estab~
liebed for the Saection which appear to be commensurate with the re-
sponsibilities of a division steff. However, as in the other divisions
surveyed, the placement of responsibility for a number of non-spe-
cialised sotivities in the logistics Section has litile or no rele-
tion to the loglstical mission of the elemsnt; thelr performance
would not justify & grede squal %o any in the Ceotion - exespt the
typlst level; and they add nothing o the stature of a staff level
specialized unit. It 12 stated that these sctivitles sre performed

-ii..eg,,,ﬁm
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by a typisd = 0B=5, snd do pot oceocupy mors then one third of her time.
£t is not possible to reconcile this etstemunt in view of the known
detailes lavolved in this type of sotivity anc the tipe consumud ip
other divisions in the performsnce of similar teske. In ithe intersst
of reteining ir a spesialised sliement only thoss functions and dutles
pertalning to the specislisation, snd fer which the porsomnsl sre
sspeolially qualilisd, reted and pald, thie report will recommund thet
non-gpecinlised motivities be withdrswn from the Loglsticw Swmetion,

There is reported to be & merked reluctance on the part of FI Divislen
staft sud opeyative personnel %0 teke SR logisties officers ianto thelr
confidence t¢ the exiend necossary o prepare reslistic meterisl
arnexss o projests end tudretary supporting computations or %o plan
supply requirexsnts snd mupply timing., Though a full disclosure of
ell project detells might be urwise, 1% would sppear that, in »

mergesd orgenisstion, the principle of *nesd to know" would require

all stall and cperating persconel to woluntarily seek the ald of sd-
alnistrative slements and to make suffisient project informetion
svalilable to them in order thet reslistiec preplsnning eculd be de-
veloped, SAdministrative personnel get the essential informstion when
materdel is required, dut often too lsts to permit the orderly amd
wconomivsl operetion of the supply system. 7his s&aﬁiﬁm effacte
manpover regquirements for tht
problems of the survey, in the Jollowing aenues:

{1} It reguires mors manhours of logistice officer time t¢ sollect
from the cese officers a2 bare minfmx of informstion through
dally or weekly contacte that weuld be reguired if the cese
officers wire to voluntesr the empentisl informstion and covperate
fully in the preperation of the necespery logisiical documents
snd caleulations. The basic logistics/eupply document is the
deteiled lLogietice Annex. 7The importante of this docunment canmob
ba over estinated. 11 serves seversl purposes:

‘#) 14 is the basis on whigh to Justify the 0F-U% money reguested
for s projest at the time 1t ie presented tw PRC for approval.

{b) It is the only jJustifieetion %o support reguests lor the
slicestion of funds in s current yesr or to be used as sup-~
porting udpetary dats in conneovion with muua!m Tor spopro«
pristions for future ysars.

{o) The consolidetion of sll irmexes in & division forms the
basis for the Forecsst of Hateriel hequirements. This Fers-
cant is required periodicelly by the Logietice “ffice % pro-
vide information on which ite long raoge procurement and con-
tracting progras is developed and setivated, The prepsration
of this Forecest requires the gooperetion of csse officer snd
division loplstical personnel Busause the spproximate recuire-
went date aust be reflected for eseh item of msteriel in erder
thet Logistics CIfise nsy plan its sapply sisslon accordingly.
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{2} The lack of sdequate information end sufficlent lead-time causes
sdditionel work on the part of logisticel pereonnel in those in-
stances, whare spscial developmental work must be perforsed hy
ressareh slmments prior to proturenment or fabricstlion.

{3} The lack of couvperatien and coordination effeuty the entire supply
syston in the metter of shipments. Only YW bhaving essential
project information at the earliest poesible time osn orderly
supply be arranged under normal provedures. Orssh oparstions are
sxpensive and tine consuming.

{h) & Coordinstor in ssaigned to waoh srea division from the staff
of the Logistice Office. In the divisions surveyed previcusly
theste Coordinetors are belng used freely and o good advantege.
They obtelin Joplatical sud supply infometion, work out selutions
to wutusl problems, expedite reguisitions snd shipments, provide
assistance and guldence vhers possible, and otherwive bhelp the
diviglon loglstics perscnnel to perfors thelr dutiss. This re~
letionshlp doss mot exist in the ©H Tlvisien. The Ceordivator
is used principally a2 & messenger only %o cerzy papers back and
forth betwesn the bwo offices. The majority of logisties/supply/
trenaportation ceordination and expediting is bedng esrried on
by parsonnel of the Lopisties Ssction of the division. It ia
fesrud that the FI stafl and operators would resent the piving
of sny iafsreation concarning their msterlel and supply problems
to Loglsties Office and might, as a rewult, withdray cooparation
ii&f';m sstablished on & peraonsl hasis with individuasl cese
pEI gaYs,

This situation hes been discussed with 5/hdnin, ¥I Hendor Ciatf,
who stetes that the Staff is sware of the condition bub does not
choose to take any corrective aotien st this tims, on the sssusp~
tion thet, in time (poesibly within me year), ths matter will
right itsell., Whetber or not the (/54 Livislon or higher authority
should initizte sotion %W remolve this probles, which is no doubs
present %0 some degree in all divisions, is oukside the soope

of this survey. 7For the purpess of steffing svalvation, the
pronise mist be accepbed) however, if the situstion wure corrected,
the Logisties Section, SR Divisien, could opereate with less
REDDONEY.

25X1A ke The Sk [IINGEGEGEGE 12 o sopply reom in which 14 Se intended
o stock an estiueted 1000-1200 different operational items. The
operstion of U stotk room i» eesigned 3o & logisties Officer, (L9,
with stock contwel meintenance by & Legistios officer/ieat., Gi=7.
Ap Ageney ¥eguletion, now belng oeordinated, proposes thet Logistios
cffiee estatlish s centrol oporationsl stock room in J Bullding %o
sarey all operationsl supplies now heing stocksd Yy sres divisions,
independent offiees and staff elements., It states that, "This regule~
tion shall further be Snterproted %o mesn that 1% is centrary to

b T
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tgunay policy for sre divisions end sewparste officves or stalles 1o
meintain stooks of operatlional pupplies --~*. The installstieon of
zuoh 3 service will reduge the vequlrements for sanpowse in the

i H .

1. Overtime in the I o the pericd 21 June thyough
12 “eptember, bis sveraped more than the sguivalest of cpe full time
employes ~ ¥1 hours per psy perled, This sppears sxesesive in view
of the sise of stafl as compared to worklosd. I¢ is ewplained thst
belf of the steff mexbers are new empicyses still in the procese of
orientstlon and treining, that stock room snd imclidental recordes ars
being installed, snd that the regent budpetl sxercise requirsd an un-
ususl ssount of work on the part of the fection. It le noted thet
the evertime ip being reduced. Thirty hours of overtime wers used
in the pay period 30 ingust through 12 Deplesbur.

®. The fegtion, orgsnimed with thres popitione, gained sn essiztant
supply officsr in vay, & legietics officer in July, and » wecretery-
typist in augest, to resch its presant strength of six psopls, plus
the overtine raforrsd So sbove. Justification for & larger siaflf,
in comparison to other divisions, was stated to be:

(1) The fast that the Section is somperatively new &nd is sbill geb-
ting office systems and records devsloped aod installed.

{2y 7hat helf of the staff is nevw and are in the process of belng
oriertsd snd treined.

{3) omdllingness on the part of sane officers wnd stefl persoumnel
to provide logistics personmel with informstien soncerning pro-
Jecte makes 1t necgessary to provide logietics officers in day
to day coversge of cess olficer deeks in order to gatder & mini~
sum of Information.

(L} 7re veluctsnce on the pert of the Section to allow the lLogistice
ffiee Ooopdinstor tw porfors his rission, thus meking it necessary
to provide Ssotion personnsl to perfors coordination and expediting.

{5) ‘tha feot that it hes Twen coneidersd necesenry theat & stock of
cortaln operational iteme bwe mainbained in the division to supply
operations on a orash begls whesn necssgary.

{6} Yhe fawt that the FT »taff caloulates on the besis of operstionsd
years, while the liviglon and the Aganoy opersie om the 7Y basis,
mekes dual computatics necessery in muny instances.

n. In the abeente of sstablished worklesd factors, spproved standard
time alicwances spplicsble %o such factors, and any historicel dete
concerning the distribution of manhoure to taske, it is necessery to
base Jjudgesent soncerning T/0 reguirsmentis on obuarvation, estimation,

ﬂ??\_?'%
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the caleulated impact of known proposals for revision of regulations
end procedures, the possibdility of eliminating or redusing scotivities,
and by comporimen with llke elements in cther divisiems. ke Sk
vivision will renk with the lower third of the sres divirions in
alloteente for the purchess of materiel (08«09 woney! snd in the nuw~
ber of prejests. Some censiderstion must be given to the type and
sensliivity of the prejucts, the ype of materisl required, the
sterility demends of the ares, and the fact thatl epurations are
generally mounted from headouertsers. Poreonnel on board, plus over-
time expunded, has sveraged the equivelent of & pix men staff since
vgy 1953. lurisg this period, in sdditien to conducting the duy %o
day operetiors of the Daction, the following non-repetitive tasks
have besn avoomplished:

{1) Crisntstion snd treining of three new euployses. Thess pecpls
ey be expeoted to be more productive from this dete ther they
were during the pericd iam question.

{2} Preparation and subssquent editing of cstsiled logistice arnexes
for all kmown projecis in the division.

{3} Furulehing of logisticul saloulations in support of the 198k
kudget and the meveral revisions thereto.

{k} Tevelopment and installation of an Item Control Card system for
81l Sftems of cperstionsl pateriel listed on the logletics aunexse
and completion of most of the posilings thersto.

{5} vevelopment of plens for, and the instsllation of; an uperaticnsl
etock yoom end incidentel stoek control systesm for the supplies
o hend.

{6) Development of genural office roudines snd systems and oriented
parsonnel in thelr operation, sstablished lines of cocordinstion
and lialson, and in gencral orgenized the Seoticn on its present
basis.

Tpon completion of the sbove non-redurring sotivitiss, and ss new

staff members beowe fully proficlent, it sesuve obvicur that & six
men stafl will be exceseive to the requirescents for the routine
setivities of the Sectien.

COMULUS TORS

Be

T

in evaluation of the 27 NG . csopnive certain 25X1A

fundemental differsrces in the operstion of the Sk Division ss cox-
pared Yo other sres Givisions.

The Section iz » conparatively new slesent and is evidently just
reashing a point of siability in its ofi'ilce systems, reatines and
perfomance,
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The functions under which the Section 18 opersting ars sdeguate un-
11 sueh time sr » uniform or prototyps statement may be developed
which tan be ascepted for all like elements.

Revisions to procedures snd repulations, now in the developmantal
staps, may -ave &n effect on the Sesotion when published, particulsrly
in the case of the stock room now gperated ty this Sectlon.

The use of the word "logistice” as spplied to the Section and ite
rersonnel in this divisicn is mere definitive of its activities then
the wurd "supply” commonly used slsewhere.

The grade structure resulting from g recent survey Ly Claseifiostion
snd Wage Uivisien appears to be sound in that it provides for stiremg
suppord in the logisties officer level. Current job descriptione
are reslistic.

The Seotion is to be commonded for having taken the initiative in
the preparation of deteiled Loglstics innexes for sll eperating pro-
Jects. These decuments form the basis for all logistiesl and budge-
tary oalenlstions.

In thie division, as in all others, there is peed for the develop~
ment of atsndards poverning the ilesue, replacement and disposal of
vahiales snd sobion should be started along this line bty this
Iivision,

is noted in previocus raporte, there iz need in &l) aress for s pro-
eadure vhiok will sesurs the ilmwedinte deliwvery o this hesdguarters
of leclarations of Trust for wehisclss purchasesd Irom Agendy funds by
coverd sgants and other parsons.

The Section should contect e«lemonts of the _sgisties Uffice havimg
responeibdilty for vehicles and real sstate Lo sssure thet duplicste
records are not bheiny maintained under the provisions of resent
procedurss.

Genersl services-housekeeping-sduinistrative type activities, ss de~
tailed in Tab B, should be withdrawn from M ando5x1A
ansipned s8 additional duty %o & elsrk of title
sttached to the office of C/iduin in erder $o remove these low prade
dutien from s specislised staff e¢lsment and prevend thelr performance

by, or interfopsuce with, smployees of & grade not commensurste with
the tasks,

“he situation disousssd in Paragreph 33 should be bWrought o the
attention of the DNivision Chief to determine if any sction should
be taken %o bring sbout a more satisfaetory relstionship betwsen
eleronts of the division Admin 2taff and the PI staff and opersting
personnal.

G
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Upon publicatioen of the Zgengy regulstion referred to is Parsgraph 3k,
and the Instsllstion of the operstiomal supply reom provided for
therein, the need for the Section to operate the present supply room
will not exist snd ome (1) legKup Ufficer position can then Be ro-
moved from the Sectien T/0.

The Coordinator provided by the Logisties “ffice should be siilised
irmediately to the full sxtent of his siseicn in the performence of

any and all soordinstion, expedilopg, orobles resclution and infor-
mation imterchange between the ¢ the ssveral 25X1A
elaments of the Logistics ffice, thus seving to the divisien the

time of personnel who are now perforsing these
functions. This aotlon, coupled with evidence of present overe

sirength discussed in Peavagrapk 3n, sheuld permit the immediste ra-
lease of one 7/; pseitien from the Seobion.

now well on ite wgy towardas stable orgsnisation
IPEIatiGil, aut Wi personnel oriented and expurdsnced in their
Jobe, making full wtllismation of the Ceordinater, given ressonable
cooperation by otafl and case officer personnsl, snd relieved of the
stock room and stook control setivity and sll men-specislised datles,
should operate wasily with three (3) positions - two qualiffed logis-
tical offiesrs and one competont clerk having typing ability. This
sonelusion tekes inmto consideration the problems peculisr te this
divizion snd the fact that the divisien has comparstively fewer
projects, lees perscsnel to deal with, sand lower msteriel allotsents.

5. RiTORESEDATIONS.

Ho

be

Ceo

de

e

“hat the TR Iivision undertaks the development of & set of SPPro-
priste stendsrde Yy whioh to evaluate reguests for the purehase/issus/
replagsment/disposel of wahiclea, such standards to b» in suppord

of an over-all igency pelicy stsiument now under cossiderstion by
Toglsties 0ffice,

Thet 1L/P/hdmin initiste the development of an enforcing mechanime
to implement pregent procedures suncerning the subaission of Deolare-
ticns of Trust on vehicles purchessd Ly deep cover individusls from
funds provided by the sgenoy.

Thet C/admin/Sl bring to the attention of the Uhief/'R Iivision the
situation discussed in Parsgreph 3] for determination as to what
corrective aetion he may ochoose to inftliste,

That all geseral service/administrative/housessepi
detellad on Tab B, be removed from the
as sdéitionsl duty to & clerk of appropri
the C/admin,

vhat C/adein/SR direct the am‘a utilise the lLogis-25X1A
tice Coordinator ¢o the full ol b ssion in the performence

&

g sctivitien, as

und apsigneddX1A
he office of
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of any and all coordination, expediting, probler solution and infor-
metion inter-change bebtween the 5k Division spd the several elesents
of the loglstics offiee.

25X1A £. hat the T/0 of the | :: ivisson be reduced as
followss

{1) Two {2) pomitions immedletely - one based on the caleulsations in
Paragraph Jn and one on full utdlisation sf the Coordinator, the
transfer of non-gpecisliized tasks {So sbove), and on improved
cooparstion from steff snd came officer personnel.

{2) ¢ne {1} position when the propesed operaticpal stogk room {see
varagreph 3k} is inetslled and opsrating.

25X1A%a
Analynt, Henagemeont "Ifice
Ettachkments:
4 thra b
TECHEICAL ALVIBOR:
25X1A%9a
25X1A9a

AFYHOVELS

fsst. renagewent CIficsy, 1L/h
{For the Clandestine i #rvices)

FOIAb3b

¥anagement Officer, DI/A

¥
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